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02GAI.TZATI0 ' AJD PROCEDURE 


1. The Career Service Committee was appointed by the DCI in September 
1951 and has 'the following number shitS#*, 



3. Six Working Groups have been established to aid in carrying out the 
missions of the Career Service Committee as speedily as possible and to create 
a broad '-.ase for planning purposes. Each groups consists of about six Persons 
of Division or Staff Chief or Deputy Assistant Director caliber. The groups 
were assigned a series of problems as shown in paragraph 7 below. 


!l. The several Assistant Directors were invited to participate by as- 
signin'- these -persons to the Working Groups on a part-time , in-addition- to- 
other-duties basis. The Working Groups were charged with effecting solutions 
to their assigned problems from an Agency— wide point of view. At the same 
time, each Working Group was directed to satisfy the requirements and harmonize 
the interests of the various Offices represented and, through informal con- 
sultation and pre— coordination, to insure that the interests of Of '.ices not 
represented were considered. 


5. Office membership on the Working Groups is determined by primary 
interest in subject matter. The Executive Secretary of the Career Service 
Committee meets with each of the Working Groups and coordinates their activ- 
ities. The Working Groups hold regular meetings and hearings which are 
usually attended by the Consultant to the Career Service Committee and by 
such experts and advisors as the groups invite from time to time. 


6. The Working Group on Selection Criteria and the Working Group on 
Employee Rating have completed their assignments (see Tabs C, D and G) and 
are making their final reports. A new Working Group is being organized, 
replacing these two, which will develop the next phase of the planning. 
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CONFIDENTIAL 
SECURITY IIIFORI.1ATIQN 
Working Group on SELECTION CRITERIA 


12 December 1951 


CEliTRAIIZATIO I! OF SELECTION FOR PARTICIPATION 
“ IN THE CIA CAREER SERVICE feQGRAM 


lo INTRODUCTION 

The Working Group agreed to consider the subject of centralization 
of selection of candidates for participation in the Career Service Program 
in over-all, general terms as distinguished from the procedures of the 
selection process which will involve detailed consideration of such spe- 
cific items as promotion policy, selection out, and so forth, 

2, REC0T !an> ATI PUS 

Aa Policy respecting both the selection process and the operation of 
the Program should be centralized in a CIA Career Service Board, acting on 
behalf of CIA. as a ■whole, while the mechanics of the selection orocess 
should be decentralized to ^Office/ Career Service Boards u The procedures 
and details of operation of the Program should be a primary responsibility 
of Assistant Directors and Office Heads® In order to provide further de- 
centralization, if the size of a particular Office or comparable unit mak es 
it necessary for efficient and equable processing. Assistant Directors or 
Office Heads should create additj onal, equally empov/ered boards as necessary, 

B° CIA Career Service Board 

lo Membership: a® Deouty Director, CIA or alternate 
bo Deputy Director, Plans or alternate 
Co Deputy Director, Administration or alternate 
d„ Director of Training 
e® Assistant Director, Personnel 

Secretariat (Career Development Staff: 

Personnel Office) 

2 0 Functions: a® Develops policy governing the Career Service 

Program for submission to the Director of 
Central Intelligence and serves as his ad- 
visor on all matters concerning the Program® 
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b & Advises, and reviews the functioning of, 

/Office/ Career Service Boardso 

Co Reviews the functioning of the Career Service 
Program including: 

1) Approving, on a continuing basis, selection 
standards employed in the training and ro- 
tation pro grans » 

2) Acting as final board of appeal and adjudi- 
cation in all Career Service natters involving 
/Office/ Career Service Boards, Agency Offices 
or comparable units and individuals,. 


C a /0ffice7 Career Service Board 

lo briber ship: a. Assistant Director or Deouty Assistant Director 

(or Office Herd) 

b„ Staff or Division Chiefs (as appointed by 
Assistant Director or Office Head) 

Secretariat (as appointed by Assistant 
Director or Office Head) 

The proceedings and actions of each Office Board, including the list of its 
members, will be available on a regular basis to the CIA Career Service 
“T s recommended that consideration be given to a ugme nting the 
ice 1/0 *s, if necessary, in order to provide the necessary Secretariate 

2, Functions: a. Selves as advisor to the Assistant Director 

or Office Hoad and acts for him on all. matters 
pertaining to the Career Service Program., 

b,> Approves or disapproves selection for initial 
participation in the Career Service Pro grama 

Co Directs within the office, the application and 
functioning of the Career Service Program,, 

3» DISC US SI OH 

generally acknowledged that the current orooosal for estab- 
°J 5 Gar r ?ff development Staff in the Personnel Office was sound 
aid essentialo With regard to the /Office^ Career Service Boards, it was 
the opxnxon of the Selection Criteria Working Group that only Assistant 
Directors or Office Heads, their Deputies, and Staff and Division Chiefs 
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26 SeptejBbex* 

MEMORANDUM FOR : Each Assistant Director and Off3.ce Head 
FROM; Assistant Direct or/Personnel 

SUBJECT ■; Career Service Committee® 


:ia 

:ia 

:ia 


1® The Career Service Committee has been appointed by 
the DCI to prepare and submit to him 'a plan to implement s. 
career personnel program :ln CIA in connection with? 

a» “A Program for the Establishment of a Career 
Corps in the Central Intelligence Agency* , dated 1 
August- 1951 o 

bo The comments and recommendations of the Assistant 
Director a and Office Heads that ’have been made thereon® 

3 0 The Committee consists of i 


Assistant Directer/Personnel* Chairman 
Matt new Baard, Director of Training 


peputy Assistant Director, National Estimates 
0/ OPS., Office of Special Operations 


J 

cf the 


t an been appointed Executive Secretary 
ill call on you in the immediate future 
to acquaint you with the problems of the Committee and to enlist 
the participation and support of your Office in the implementation 
of this extremely important program® Since it is of large pro=> 
portions, it will not be possible to put all necessary measures 
into effect at, once® further, additional studies and research 
in a number of areas are required® In order to accomplish this# 
your Office will be asked, from time to time, to nominate a re- 
presentative who together with others, will form a small temporary 
Working Group to prepare studies for and make recommendations tc< 
the Career Service Committee® 

it® While it is recognized that each Assistant Director and 
Office Head is overburdened with other responsibilities!, it is 
believed that the importance of making steady progress in the field 
of career service ranks high on the CIA priority list® As you 
know® the DCI is deeply interested in this program® The Committee 
is counting on your personal and active support® 




I 


I 


:ia 

X1A 

X1A 
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•d September yv_ 


MEWDKANDOM FOR : Eaah Assistant Director aM Office Head 
FROM? Assistant Direct or /Per se-nr.el 

SUBJECT r Career Service Coxm&ttee<> 


1® The Career Service Committee has been appointed by 
the DC I 1»fe prepare and submit to him a plan tc iinjiiemenv n 
career personnel program in CIA in connection witlu 


a« '"A I*rc»gram for the Establishment of a Caresr 
Craps in the- Central Intelligence Agency* 7 , dated T 
August 1 951 v 

bo The jc-mmenta and reboimnimdhtions cf the Assistant 
Directors and Office Heads that have been made thereon* 


The Committee consists of j 


Assistant Director/Persennel,, Chaims; 


of fchl 


Matt hay/ Baird, D irector of Training 


petty Assistant Director^ N&ticnal Estimates 
OPS, Office of Special Operations 


J as been appointed Executive Secretary 
.ill call on you in the immediate future 
the problems of the Committee and tc enlist 


"'•H14U- J U' W KJ \.J J t tSSTSTT— 

to acquaint you with ti 
the participation and support of your Office in the implementation 
of this extremely important program* Since it is of large pro* 
portions, it will not be possible to put ail necessary measure® • 
into effect at on-se* Further, additional studies and research 
in a number of areas are required* In order to accomplish this, 
your Office will be asked, from time tc- time, to ' nominate a re- 
presentative who together* with others.* will form a email temporary 
Working Group to prepare studies for and make recommendations to 
the Career Service Committee* 


h* While it is recognized that each Assistant Director and 
Office Head is overburdened with other responsibilities, it is 
believed that the importance of making steady progress in the field 
of -career service ranks high on the CIA -priority list* As you 
know, the DC1 is' deeply interested in this program* The Committee 
is counting on your personal and active support* 
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i d ?krj. iart 'r.fr 1951 


MEMORANDUM FOR * Bach Assistant Director and Office- Head 
FROM; Assistant Oireetor/Personnol 

SUBJECT I Car ear Service C<asmittee n 


The Career Service Committee has been appointed by 
t.he DJI to prepare and submit to him a plan to inpienent % 
career personnel program in CIA in connection with* 

a« !, A Program for the Establishment of a Career 
Corps ar. the Central Intelligence Agency* 9 dated 7 
August 395-0 

bo The armmenta and recemmtmdations of the Assistant 
Directors and Office Heads that have been made there nn , 

2 0 The Committee consists of,* 

^1A Assistant Directcr/Personnel* Chairman 

Matthew Bm-d-. Director of Training 

;iA Ttep-oty Assistant Director 3 National Estimates 

C/0PS# Office of Special Operations 

'1A 3o aas been appointed Executive Secretary 

of the Committee* and he will -sail on you in the immediate future 
to acquaint you with the problems of the Committee end to enlist 
the participation and support of your Office in the implementation 
of this extremely important program*-, Sxnce it is of large pro- 
portions* it will not be possible to put all necessary me retires 
into effect at once „ Further, additional studies and research 
in a number of areas are required 0 In order to accomplish this* 
your Office will be asked, from time to time. t,o nominate a re- . 
presentative who together with others* will fora a small temporary 
Working Group to prepare studies for and make recommendations to 
the Career Service Committee* 

he While it is recognized that each Assistant Director and 
Office Head is overburdened with other responsibilities* it is 
believed that the importance of making steady progress ir. the field 
of career service ranks high on the CIA priority listo As you. 
know* the 001 is deeply interested in this program, The Committee 
is counting on your personal and active support. 
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1? January 19£2 


SELECTION CRI TERI A FOR PARTICIPATION IN CIA. CAflEER SSRVIGE PROGRAM 
1® INTRODUCTION 

Two major assumptions for planning are accepted: 

A® Assumption #1 


A Career Service Program must embrace each employee from the day 
he enters on duty with,, through the day he f;.nally separates from 
the Agency and beyond that day to include all retirement and other 
benefits due him or bis dependents® On the other band it must dis.--r, 
cover, develop and place future key Agency executives and adminis- 
trators , The Program, therefore, trill comprise two major efforts: 

(1) first, continuing effort toward effective Agency personnel and 
training programs,.. This affects directly all employees and 
accomplishes such tasks as: 

(a) Recruitment and Placement 

(b) Employee Evaluation 

Co) Salary and '//age Administration 

(d) Employee Relations and Counseling 

(e) Norma]. Indoctrination and Training 

(f) Retirement .and other benefits and prerogatives 

This portion of the Career Service Program, then, applies to 
all CIA staff employees and staff agents without distinction 
as to grade, assignment, professional or clerical status, 
length of service and allied factors® 

(2) Second, the effort to discover and to e;cploit fully the po- 
tential and talents of proven employees® This is essent ially 

a Development Program to insure the best possible use of Agency 
employees® The effort put in the development of a given employee 
must be determined by and justifiable only on the basis of p . — 
tential and proven ability® The result of this effort is not 
all-tie: bracing, but will vary with the individual® However, it 
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will function along two distinct lines. On the one hand it 
will provide continuing and intensive training for large 
numbers of Agency personnel in all job fields. On the other 
hand it will locate, equip and produce the relatively small 
numbers of future Agency key executives and administrators. 

In any event the Development Program will better qualify the 
employee for advancement. The Program will operate through 
such means as* 

(a) Rotation 

(b) Restraining (seminar and refresher courses) 

(c) Duty assignments with on-the-job training 

(d) Extension training, including sabbatical leave, overseas 
travel and high-level training assignments such as National 
War College, Joint Chiefs, Dept, of State Policjr Planning 
Staff, 

In view of the foregoing, each staff employee and staff agent 
does in fact, upon the day he accepts employment, become a 
participant in the Career Service Program and must be apnrised 
of its incentives, benefits and responsibilities, 

B 0 Assumption #2 

All staff employees and staff agents participate in the Career 
Service Program, However, for participation in its Development 
Program, selection criteria are required. The remainder of this 
paper relates to these selection criteria, 

2o RBCO.’.fIENDATICTJ 

A, CIA employees in the Career Service Program who satisfy the following 
requirements shall be eligible to participate in the Development 
Program* 

(1) Staff employee or staff agent status (required for Career 
Service Program), 

(2) Proven, satisfactory service certified in writing by the 
employee's >. Career Service Board (see "Centralization 
of Selection for Participation in the CIA Career Service Pro- 
gram” dated 12 December 1951) « Determination of "proven" ser- 
vice shall be based generally on appraisal of at least two years' 
CIA service of the employee. Less than two years' CIA service 
will require final approval of the CIA Career Service Board, 

(3) Written agreement of intent to make a career of employment 
with -JLA t including willingness to serve in any domestic or 
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overseas CIA post for which by Agency determination qualified 
Jobwise and physically. • 

(U) Security concurrence by I&S Office. 

Bo Eligibility to participate in the Development Program shall be de- 
termined only on the basis of the above-sismed requirements,. It is 
to be noted particularly that* 

(1) No age limitations are set. 

(2) Civil .Service Commission certification is not required. 

(3) No formal, educational requirement is prescribed. 

3. DISCUSSION 

A. Re Introduction 

The planning bases laid down in INTRODUCTION stem from two major aims: 

(1) To banish from employees* minds the fear that the Career Service 
Program is a scheme for creating and nurturing an elite corps of 
a favored few* 

(2) To make the incentives and benefits of the Development Program 
available to those Agency employees who demonstrate potential 
and interest in long-term CIA employment. 

Bo Re n Staff employee or staf£^egent_fitataa" 

This excludes from the Career Service Program contract, consults^ 
and special agent categories. It embraces those who work full time 
with no predictable short-term connection* 

C* Re 11 Proven satisfactory servicer 

This is intended to permit flexibility while also setting a normal 
requirement of two years* CIA service in order to assure a reasonably 
uniform standard throughout the Agency. When the /p££i ee/ Career 
Service Eoard feels an exception is Justified, this provides a 
regular procedure for requesting the exception. 

D. Re n Security concurrence by I&5.... n 

This leaves control of security requirements with I&S«, 
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E ‘ agre ement of Inte n t to make a career of Mnl^t mth ai. 

Ihe Agency has a vital security investment and a substantial financial 
xnves oraent in any fully-cleared and trains! employee. These investments 
increase mth length of service. In the interest of both factors, the 
HUEt attem P t to reduce the employment mortality rate by every 
possible roan*. A successful career service program should build within 
the Agency an ever increasing body of employees with training, broad 
experience and education superior to ftaosa of most other government 

C *®? ^ Departments. There can be expected, therefore, a tendency to 
proselyte CIA careerists on the one hand and on the other a growing 

f ° r S IA C5 ^ eerists t0 accept a here-and-now promotion with 
ther Agency to grades which CIA vacancies would not then permits, 
Therefore, tois requirement is set: not as a legal preventive but as 
the only feasible measure, a moral binder 0 

Fo ^J y^tten^ agre ement to 3er ve in domestic or overseas CIA posts for 
SM£iL^Z^3SZ JiS^nation ouali?ferj^r5e and physically *' 

i 3 T leiSa i b * n ? Qr 3ince in the fiaal analysis any employee 

resign^ Butit^S decislon on domestic or overseas employment and 
resign. But, it does seem reasonable to ask that an employee who wants 

LZ Vr^T '* iu *** * qualified jobwise and physicaUy, to ISve 

bTstSfin?? 1 ' inst 1 on> D ; C * f° r SO!ae Periods. CIA can operate only 
by staffing a complex of world-wide areas. It must, therefore malts . , 

3 ^ rvics incentives - such as advancement, ^tenure>and re» . 

. . J ' “ s&ron S enough to attract and hold many persons who want 
J 8 l T ' 3 not run-of-the-mine government chores in a tidy and 
sectire niche cemented to a single geographical point. Other^ttangs 
equal, a Person so willing to serve is worth more to CIA and merits 
o^ra te°to CIA, + Tbe ."j° bwise and Physical" qualifications should 
tSv aL t ^nf ,0te 5 t w indi I 1 S alS frora moves to assignments for which 
SSoiSl? 1 SU:Lted, 8X1(1 ths Agency frorn wasteful moving of its 

Spl^e! Pt 3nd reC ° mmendatlons here Prosed would ensure for the 

A ’ ^SlSids SfShrti 1 ^ relsonsSfpS iS^heS^cuM 

B 0 Increased opportunity for training - within and outside CIA. 
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C. Increased opportunity for rotation# 

D. Increased opportunity for education - within and outside CIA, 

E. Increased assurance that he will go as far as his ability justifies. 

It is emphasized that there is no guarantee to the individual of promotion 
or ultimate grade level. 
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